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J, Murrey Atkins Library 
memorandum 



To: Library Faculty & Executive Cpm'mittee Memb^s of SEA 
From:^ Joseph F. Bpykin, Jr^ 

Date: j^ne 25, 1975 ^ ^ • . - 



Attached is a proposed library reorganization idea I am submitting ; 
to ypu' for your review and discussion. I will be arranging meetings 
for discussion of this -idea ground the middle of July. In the meantime, 
please give.it your attention.- ^ • ^ 
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" Aft^r giving con side ration^. %q 
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Proposed Lilpf ary Reorganization 
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Omments submitted to me concerning 
s units, and after long discussion^ 
Library, I am proposing a reorganization 
I entire library structure^ 



The proposed library bi-g^izatj^on witi be in the coUegial^old wilh two 
-^departments, Pubiici: Ser:^sbes and/^ Services, msMng up the Vcollege'\ 

• (library). All Library ^^f ^m^ one or| these 

two departments. /il'eGfh^ wmld compos/d of the preifeeilt 

Apquisitior/s/ Catalog^ and 3^erials dei!)|!artments, -awfd the Automatiomunit, * 
Public Services wpiM^ Refererice and Cir^mlation Departinen|s j . 

and the ^^jiial umt. Each dei>artment^ould have as its chW ' * 
ieader^d adj^dii^^ a departmeht cliairman or chairwoman who womd 

report to tJie/Assistant Director. The method of selection of tjfiese individuals, 
. and the* t of teniU'e in/their position, , should be extensively di:^cusse( 

/ ■ • ^ ' 

• ■ • / ' ■ ' h ■ ■ IV 

within each department the faculty ndembers would form a departmentl|l 

faculty with an emphasis on participatorjy^ management ahd equal shari^ig- ol 

responsibilities for re^izin^ the goals ^nd pbjfectives developed by that 

, departmeri^tl Faculty |?^embers in a defa'artment could be viewed as senior 

\ and jt^nior members, /and While not necessafrily having their specialities 
indicated in a title, could be recognized as being ah "expert^' in a partiGular 
area dr function. A/s^nior faculty member %ould give advice and training \ 
as necessary to junior members of the department. Faculty members woul^ 
.b(& expected to over/see a functional a/spect, of the department's re sp^onsibilitie. 
For 'instance, a faculty member of tJtie Technical Services Department n>ight | 
be Assigned fresponsibility for the fihctio^al unit of searching. The partieipat 
philisophy of thd" Organization could be continued on down to operaJtionkl levels 
so that decdsiona involving the actiyities of particular library units would -l&e , 
made with the p?trticipation of the/support staff ^Aiorking in that area. Those * ■, 
most affected-b^ an action or a decision would have the greatest opportunity 
for comment axjid involvement, but^ others affected to a lesser extent would 

•^also be assumed in-put inti/^the decisioniprocess. The department as a ^ - } 
whole would 190k to the member assi,gne|d a particular respbnsibility to oversee. 

V successful .|f uric tioning of its operation, to keep, the department- iiyo'rmed, arid 
to bring to the attention of the ^epartniental faculty those matterf of. significance 
that need full disc^ussion. Those matters that did not need fUll participation * 
^ would be discussed with the c1i.airman. • . ' / 

' ■ ^ . • n ■ ' ■■■■ ^ . • ^ ■ ■ 

Not evety funcijion within the department peed be assigned administratively 
to a faculty/ member other than the chairman. Circulation, for instance, may ! 



ry 



continue to be assigned to a high level support staff member, but this . 
person\ Would report and cdnfer with the chairman. However, major ( 
* decisions ^egardtng this function would be consic^f red by the full department. 

* If the> organization described herein is to be successfully adopted "and . ^ 
1 implemerijted, a new attitude and pqfrspective will be required of each faculty 
member. V The purpose and scope of oriels position and responsibilities -will 
. have to bej^iewed in A broader context. No longer will one fce^able to vie^ 
their jph as. "5:", and be' unconcerned about/ V, Each will'share thfe goals ^ 
and objectives of the( Library, ^nd the department and everyone will have 
responsibii^ity jfor meeting the demands Tor service. / ^ ^ * 

Sych artlorganizational system appears to have a number of ^d\?antages 
over a more tfaditional^one; These include: a) « an Opportunity for each to 
vieV/ jnore blroadly'his, 6r her role in meeting library objectives; b) njore . 
pergonal freedom in haiidling professional tasks ^d greater participi^tion 
in niahygemept; c) a f reWter .^jptential for accomplishing library work since . 
' admintktrativje requirem^ents would'be held to a minlntum (marfy responsibilitie 
would be dispiirse d' unde^ this' system, and administrators would be reduced ' 
from seven toiour); d) greater (delegation of. responsibility to ^senior and^ 
•mld-levei'^llpApj't staff to meet their capabilities; e) better communication • 
betwee^ units ^ith related functions and a reduction iji the number of gr^Dups 
and unit^ withvvyhiclji cOxnmunication is necessary; and f) more effective use of 

• personnel. 

While j^ome may question the timing of this proposal, believing that no ' 
change should occur prior to the review under the Academic Library develop 
Program;' I Yeel we should implement such a sjrfetem now. After talking with 
Ed Holley ancl^ Mike Marcharit, recognized experts and specialists in library 
organization, \ believe we should restructure our operations now, and allow ■ 

• ALDP to test the Aesulting organization. Holley and Marchant both^^pr^essedl 
the opinion that this could be a unique library organization, one with great 
possibilities, and one that shbuld be tried. . I agree with thqm and present the 
proposal to you ^or\your coi^sideration. 
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i^ENERAL RECOMMEJMD^TIONS 




The. Subcommittee to/Consider Reorgam camposed ^/ 

members of the^. Executive Committee^ 6i the LJUl^rary Faculty and the 
Support Employ6^9 Association, received -as its charge the study of . 

. ^the Director's proposa) fo*r a reorganization df the library structure, . . ' 
wittrinsfrucrtions that if the recommendation is in. favor Of such a ^ 
reorgtniza^tion, the committee provide suggestions and recommendations 
'for development of tl^e plan and for implenientatio4 ofs it. 'V ^ * , 

In accord with tbe. charge, the Committee rec|ommends the acceptancis 

dminig^rative mode 
uggested in tne proposal. Jine uirecior s p/'oposa| suggests that tiTe - 
library be restructured into two departments: T"ecllnical Services and ' 
/-PuBlic Services,Jand that the new adAiinistrative or|£^nization be^GoUegial 
aiid participa tor^? in nature. The.'copmitte^^s report is directed to that , 
^nl(i. The^ommittee^also recommends thai: formal recognition from the 
^pt^ropriate University administration be sought for jthe two department 



■ > 



v.. 



' \ The first recomrriendation js baspd upon the perceived desire of 
iibrary staff. "The formal and informal communicat:!ons from the stafi^ 
the S<iR indicate the need for change; and the time isi-pppbrtune. / 
Further, tlTC"7^etiti6n of deities at v^arious levels, tlie introduction of j 
automated systems, and the desire of the libraryrstajff to be involved^ in 1 
decision-malcmg ar^ all factors which point to a nec<^ssity for reorgo^nizaticin. 

A more complex problem than acoeptance of th^ propd.sal was the 
second part* of the commitiee'^s char^ge, drafting a method for implementation. 
The major portion of the remaining report fociuses uioh the question of 
implementation.^ The committee has worked within the general guidelines ' . 
of tite- Director's recommendations and in^the spirit >f drafting g( propQsal 
that will work for^he imrpr-ovement of the library ancl effective ^ise of personnel. 
We realize that there will not be anfunquestioiTiing ac beptance of our proposers. 
We expect and welcome critlcisrD and debate. Howelrer, we. wish to state bur 
fundamental belief that this document outlines a reoijganizatidn which, given 
the chance, will work. ' We believe it pan work well. 




7 



faeed the initial and/ 
it must answer; In 



When the committiBe began its deliberations, i 
surprisirigly difficult, ta^k of deciding what queStibni 

order to g^ive a —feel'* for th^ basic prcSblems with which we began our work^\ 

e have abp ended our initial list. Wirh refinementsjand some basic definitions, 
itxserved iSs our "checklist. The qylest^ns posed S're i^iterr elated and to 
sorxie c xt efit overlapping, clearly ill tistrating the naliure of the problems with 
'^hich we have dealt. 



X 



* What is the, role,of the- chairpet^^soh, whkt. qualitiies .should, this pers^ ■ 
possess and how shoutd fhis person le-selecteS? . * '"^ 

What is the role of- the Qbrary. administrafion in thetnew structure? ' ^ 

.How" can 'five separate departments ^be unified into two departments? 

How can a hierarchical mode bf administration be effectively changed? 

|vh'at is the role of the library facufty ip the n.ew brgahization? • 

Whatsis the role of Support staff in the new organization? 

How are areas that encompass^ aspects of technical services and pubjic. 
services handled? How can their functions be ei^ectLvely distributed 
and their j^ervice fuaction maintained^? : . 

" " . ■ ^ ■ ■ - ; : ■ ' . / .•) ■■ ■ 

' Coii^d the Acaderpic Library Develbpment Proglr-am be used as a vehicl 
for reorganization? ' / . . ^ - • , ^ 

Wlfat would be the relationship of the LibraryJFaculty organization and 
the Support Employees Association (SEA),tc> the nfew structure? 

How are attitudes changed? * ^ 

■ ' ■ • - \ ' . ■ > . ' ■ ■ 

How can cooperation b^ensured betAveen the. departments ? 

Should op'en positions be i^U led? 

V^at should be the timetablfe^ of implementation? 

What methods cah be applied t^ analysis of functions?' 



t?ART I: ■ INTRODUCTION 



-•Wrticipative theory Has taken tw^ The first, / / ' 

linkecl to the traditildnal hierarchical frame oy organiz^^ generally ' /, 

infcreases sf^^ff input- -i/e. , information upo^ Which administrafion i 
makes decisions---and provides feedback fo/.evaluatJbn of 
effectiveness of decisions. In most, but /ibt all instant ^s]^ such systems 
\^re not fully participative sinc'^e they draw only librarians into the 
decision-making process. . A fully participative system witl change • . 

I'amaticaUythe decision.-na^king apparatus;,^y enlarging the sQope- of 
participation to include all staff ro^irnbers. This report ainls at / 
implementation of the^eoond scheme which includes all^ staff in consensus 
decision-njaking. . • 

The past experieoces in libr^/ies indicate that to successfully 
implement a participative management system requires a fundamental 
shift in- arftitucles towards rhanagepneht and responsibility on the. psfrt of 
bojth administrators and staff. ;Administrartors must administer decisions 
reached through the processes'of consultation and consehs,ias. Staff . 
members are directly involved in the process of decision-making, 
especially in their areas qf expertise. Frorn ell indig-ations,- because ; 
the knowledge ^nd skills of the staff are utilized, the decisions are better. 
This c5ntra^ts with tradition'al^hiferarchical prgatitzations in which 
administrators make decisions and employees carty them out. Hierarchical 
authority seems (o have the dtivantagesjof' quick. decision-making anigl., 
implementation. ^ These advantages are! illusorjr ^n nature; for they tend 
to cayse employee resistance, and disatisfaction, and^at times qbgtruction. 

* - ' - • ■• 

A caveat should be offered aboiit particApative-m^nageiTTent. Above 
all it is not a panacea which will cure our ijls; for, it requiresva. large- ' 
amount of time and shifts in not only attitudes ljut: behavior. It is hot a 
majoritari^n-parlianlentary method of reaching decisions. A vote on - ^ 
every decision would.mean that the majority opinion, not necessarily the 
best informed opinion, would be implemented. Partiaipative management* 
is not an anarchistic process within which decision^ are made by individuals 
to satisfy their li'eeds. Rather, it is a process wherein decisions ^re Inade^ 
by consensus to satisfy institutional goals and objectives. It require^ that 
each of us develop new skills to cop? with a new organization. , ' > 

Motivat;!^ is the key to'making a. scheme of participative management 
work. Because motivation of the library staff/ha^ declined in the present * . 
oy'ganiz'ktional structure, •this quality will ha veto be rekinc^led and nurtured. 



Proni motiyation come qualitiies such as a sense of accomplishment, 
mutual concern Bnd involvement. Only by maintaining attitudes, of openness 
arid trust, a willingness to ^experiment, and sheer goocl will, cs^ri there 
be hKDpe of iphanging^the existing organtzation into the coUegial a^nd 
parti'cipato'i^y system ehvisionecl. yhere are no hal,fway'houses,Ano placjes 
-to stop along, the way that represent the security of the familiar'^aiJid the. 
challenge of \the AeW/i . ' 

Attemptai 'at. participation do fail, but not because they are unworthy 
of the effori/ A. p,articipatory program carefully designed and iriiplemented 
leads to a high level of job Satisfaction, effective organization, andAeffective 
problfeAi-solvingi^ Decisions in participative system^ differ from those in 
hierarch-icaj. ones in a number of significant ways. ^Group decisions are. not 
identified with single individuals since everyone, has a part in the decision- 
making process, "and theirefore,: feels\3n obligation and committrient to 
\lmprementation. Most importantly, participants know in advance thatithe 
work they are* doing will be the final decision, not just one^ opinion whiph .; 
may or niay not be carried out^^ This has psychological benefits becauSse 
' eV;eryone knows that the work ]being done realty, matters, and since it does, 
■the, participation and results are perforc^ more creative and* imaginati\^ie, 
They are also more effective because th,e people who* nfiust implenient th\em 
have a part in making them and therefore -a stake in seeing tl:)eir successful 
completion. liowever, it must also be recognized that not every decision 
requires a committee. There are certain decisions thai individuals hav4 
/sTr^ght' and obligation to -make, but they, should not be formulated in a i \ 
vacuum; rather>' the adyi^orj and consultive role of the staff should be>^ ■ 
utilized. > " 

Participative management is not a new acfministrative .^^trick*' to 
coopt employees. Rather,' it is a means to allow consideration and 
recognition of the individuals* role and iniportance. An organizational 
chart in the new scheme would demonstrate^ functional and communication * 
relationships, not authority. ^In effect, eliminating the* hier^irc^iical 
structure will give individuals a.moi'e direct responsibility for their' positig 
and provide more incentive to work in a creative and effective way. 
Responsibility for a. functional area means redommendij^g ways tO change or 
improve 'these functions,, not just doing a' job. /Neither the analysis of functi 
nor the decision-making process. will be'initialied solely by admdnigtrators. 

Both library fagulty and support staff will have ^qUal input into 
organization and analysis of day-to-day library functions.- Within the • 
context of their individual positions, support sfaf^f will have more influence 
in this <bna lysis simply because .they know what thq specific probletris are. 
Wor instance, th.e person ro^sponsible for a check-In file would .best 
uAdlerstand problems ijivolved in its mainjenanpe and therefore/ would have 



mori. inf luehce nn. the .sina lysis/" Onlhe; other band, policy decisions 
involving long-range library goals and objectives would-be more greatly 
influenced^by librarians >^o, .as^ the library faculty,i4i9rve a specific rol^ 
in relation to the librai^y." Th,ey act within th^ context of the 'areas §f . 
ftiblioglraphic and administraiive^^sr^t^^ the philosophy and_., . 

policies of collection buildin^/^d organi and the provision of 

information services. Forvexampte, decisions to initiate agending^on the, _ 
Human Relations >AVea Filei, fci reorganize , the classification and housing 
QfjechnicaLxepo^^^ provide a^^itional bibliogra[5hic services likev-^ 

SDI or classroom instruction will be; ipostly influenced by librarians. 
However, the. '^organic" relationship which exists in tibrary operations 
will make it necessary to have mutual consultation and decision-making. 
When librarians consult ^upport ^tfeiff before m^teing ^policy decisions, they 
will know what is feasible and how implementation niight best be achieved. , 

An additional, less Easily described tunction of librarians Ts the . ^: 
advisory-resource role* : Roughly speaking, this is a part of the normal 
process of communication a-nd consultation. LibrarjLans'ideally have a 
comprehensive xview of the library-Vs services because of their t;r&ij;i^ing 
and role as members of the library facc^ty,. which is the policy-making 
.and advisory body within the l/ibraJSjS^^his* perspecti^ be brought 

to bear when examining' the, probleijis of specific if unctional areas. . Just . 
as librarians must consulijt support sta^f when making^pdlicy decisions,, 
support^staff must dlso consult Ubf avians when making procedural decisions* 
since these can often affa^t policy. ' . V 



PATTERNS OF COMMtJN^;^^ . ^ ' ^ V 

Both departments within the library should be looked upon as 
macro-functional areas, together serving the end of firoviding'' information 
services to the library's pjublic The chief distinction between the two is 
that technical service^ pirepares*' the collection for use and public services; 
facilitates its use.^ No praietical difference 'exists between the lpng-range\ 
institutional goals of individuals or depSirtments; but each contributes a . \ 
different piecB of the puzzle. . The commonality of goals and objectives' will 
enhance and facilitate inter-departmer^tal communications. 

Assigning responsibility by job function and dividing" the library into 
two departments will 'open channels of communication throughout the library, 
creating,better kr^owledge of how one's own job relates to total library 
operations, and making consultaitionVithin departments a daily routine. 
'Formal and informal lines of cpmmanfcation will be developed. All library 
staff of whatever rank will serve the new organization best if th,ey feel frep 
to consult with any niernber pf either department on problems of mu^:if^l 



concern with the objecJUv^of reaching mutually .acceptable solutic 
Pi^oblems of^ concern^to a number of pedpte-itir^ne-oiLb^ 

'imay require\tt^r^^6iiiriaV^ nature oCmeeting^J c^omttfitfees" 

and the like. In such a situan6n"iOW'tt)ta^^^^^ to ca^l on a^ 



IfS^organize such a meeting dnd' chair it. It is 
niake all details clear in the^pr;esent document, but instrui 
agendas, position papers, purveys and the lik^ are means 
staff members aware of the. nature of the problem to be 



possiDle 
irits such as 
>f making fellow 
It with. 



to 



The division of the liiorary into two parts is^larggfy a matter of . 
operational convenience. In the envisioned organization, it is of paramount _ 
importance that no one feel that a "chgin of comm^^d" exists, going up to 
the chairperson and admijiistration aiad thence over and do\yn to the other ^ 
department. \We can expect the development of Informal lines of communication 
between functionally rela-ted ^reas which do not have formal connections- -e. g. , 
across departmentaVlinels. ThisMiS logical in' a participative sqheme where , 
prom^em- solving and decis^Qn-making are^ on-going processes conducted. by 
involved staff 'members. Depa-rtriiental jneeti^gs held at regular intervals . 
will be a natural part of the communications process. ^ This proqess of , * 
communication presupposes that there. is open access to alJL information 
concerning libr'iiry operations, since to achieve effective participation requires 
a knowledgeable staff. However, there are (iertain kinds of information ^ 
-which are confidential, such as documentation involved ir^ personnel 
evaluations. . , : ' ■ . , 



A-major 'analysis of on-going library processes is an itiherent part of 
a, reorganization. Continual analysis will allow an effective assigning of^ 
responsibility by job|^unctlon creating an orderly WP^k flow and allowing 
the entire library staff to participate. Faculty and support erhployees 
should not be performing. the same basic tasks. Therefore, all staff 
members will need to look closely at their activities, and librarians 
particularly will need to^?famine with a critical eye the tasks they perform. 
The line of demarcation beLtween the librarian arid other members of the 
staff cannot rest solely on the possession of the MLS. . . ' . ^ 
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MRT II: INTERIM PERIOp v~ V " • 

The ana'lysis of the present organization and the experinientation 
* with -the Ww will last from three to^twMv 

organization's so different from the present library structure, we 
recomQiend tha^t an interim coordinator be selected for eaqh department. 
^ Because librarians, who are department heads have line authority in our ^ 
y hierarchical organization, administrator-subordinate relationships have ^ 
- developed. Thei^e ha^, nevertheless. Been consultation and staff input' 
; in the proc(d^s .pj[! dec is ion- majiirig, . which will become, the rule as we move 
** to a particii!)ative •scheme, T^^e transii:i6jaal period-is an appropriate time 
, « to change the administrator-subordinate relationship/ We must transform 
our. basic interpersonal relationships in a more concrete way than just " . 
* /. ^ paying lip service to- participation. " 

Authority,, a basic/ psycl^^ presence, is ijow vested in t)ie 

f position of department head'and^ 

these positions. An effective way*^.tp overcome this icfentification of authority 
with' individuals is to have the '^heads of departnient function 
c the beginning of our reorganiziatipn. We. recommend, therefor.ej^that the 
not serve, in the temporary position. of department coordinator for 
'reorganization. However, to insure that their experience be'^utiUze^d, ih^^ 
will be relied on is key re&ource persons. A comrnittee corriposed pf the 
Assistant pireQt/r.!a.nd dep^ 

a c c ep t a no ietxd?|...:th1^ 
candidatps^tor' coordm^ 

lijbraryjgcuity an^ serve. V;^ :^ : . 



. '^y' . . - -/■■'^j-- . ■ 

PROCEDURES FOR' AiTALYSIS ' 

Tl;ie objective analysis, recording, evaluation, and re-Ayriting of all 
procedures and policies and thfe distribution and availability of .this .. 
material for exabiibation by all staff Ifnembers involves a numbier of 
specific areas; . * \ ^ ' * . 

1. Job descriptions should be written on the basis of functional / 
job analysis; and^evalu^aled periodically to en 
is distributed appropriately; and effectively according to level 
of the job. Functional analysis is not a process of justifying 
^ ^ " ex post. facto what individuals do in their .jobs. On the eontrary, 
ir"is-a proems of scrutinizing activitii^'^s and determining if thes^ 



■ - " .•^V- . \" ■ ■■,■13 ...'■,,■' ■■ ■•■ - ,:*; 



activities are appi*opriate and conform to thfe level of 
competence for which individuals were empVoyed, . Wheji 
completed, this analysis should provide for a re-distributionV"' 
of activities to*other persons ot d^partoients. 

Work flow in any department involves mutual cooperation.. 
The efficient distribution and ^iv.ision of woyfe with the ^ 
objectives of better use of per sannfel, effective getting of 
.work priorities, and the aChievemept of departmental 
(^jectives must be empirically based. That is, work flow 
in^ach department must be charted with the intient^Qf better 
organizing ^it. " ^. • . r ^ . ' ^ ' . 

Policy manuals should be written to communicate to. the public 
-and to^the entire libriary staff the policies of various fu'hctional 
area's. -All policies and understandings should be written and 
made available §o that staff may consult therri v/h^n weeded. 
They 'should be reviewed and updated to edrrespond with 
changes in the library as weli as academic community. A 
mechanism should be established to coordinate, these policies, 
and to encourage consistency. 

Procedural manuals should be written in order to facilitate 
jgb training. Job training should be given by the individual 
previously in the position, those doing similar tasks or ^ 
spmeone worlcing in association with the rlew individual. 
There should be periodic review of the manual. ' 

,' V ■ ■ ■ * . 

y> : ■ ^ - . • 

Goals and objectives mjast be fornaalized and procedures- 
developed for re-evaluation of both. ^ Goals and objectives 
must be estl^blished not only for the library as a whole but 
for each department^ * ' 

Planning must be institutionalized as part of normal library 
procedures in order to cope witti long-range personnel and . 
j^service problexns. I 

E valuation processes' should be part of the analysis of each - 
function to meashr^ effectiveness ori a regular and cohtinuing 
basis. These evaluation procedures are appliedf to, speci/ic 
jobs, but not to personnel evaluation. 



14 



ACQUISITION OF S^LLS • * ' 

Starf members recogftize that a critical problem for reorganization !^ 
and impi^^entatio/i.of-p^rycipative'management is the lack of necessary ^ 
skills. When moving from g hierarchical to a participative scheme, it 
is no surprt'-se that indTvidualg find their previous* methods of interaction 
With the organization outmoded. Thus, to design and implement thenew 
organization effectively, it will be necessary to develop training se^ions 
^designed by persons \yith expertise fo acquire the desired skills. . 

* ' ■ . ? ^ • 

The Academic LrilDr^bry Development Program (ALDP) will play a ir 
major role in the acquisition of methodologies needed in the evaluation 
and analysis during the Interim Periocl. Moreover, these will be requisite / 
in the continuing analysis and evaluation of the riew organization. In • * 

addition to ALDP, it would bq beneficial to tap the academic community . . 
in the continuing (Jevelopjnent oLn^quisite Skills." For example, lise tj^e 
Counseling Center for development:=fOf interpersonal con^munications patterns 
and group processes and contact the College of Business Administration to' 
j^evelop seminars of current management techniques. Therefore, it will 
be necessary to develop expertise in: y ■ ' . \ . 

f- • " ■•' ;.- ■ ■ . -.^ - '-^ ^ , ^ • ■ 

1. functional job analysis, 

^ . . . ■" • , . 

2. Management- by- Ofejec lives (MBO), 

. \ .. \ ' ^ . ; * 

3. consensus decision-making, 

4. group dynamics and communication, / * 

J . ■ - . . - ' . p ' ' - : . \ 

5i distribution of d^jpision-making, ^ ' 

6. flow charting operations, • * ^ 

7; long-xgnge Planning, ' ^ : 

8. * problem-solving te22hniques^ e.g., "brainstorming sessions. " , 

<^ . . ■ ' • • • ■ /' 

Analysis must be dbjective in all cases and avoid remedies which 
placate indiyihual desires but are detrimental to the organization. The 
most iiTiportant attitude that can be brought to th^ analysis process is 
one of skepticism "about ev'erything done in the p^st. All policies, 
.procedures, and spatial ai^range'ments should be^ examined to maximize 
the chances of suc'cessful implementation of the system of participative * 
management. , ,« • 



COORDINATOR OF REORGANIZATION '/ 

Tile coordinatorjs will have major ^role/in the reorganization. 
Specific tasks which they will perform are:/ 

1. routine operational administrative duties such as signing leave • 
^ t^equests amd timie sheets, handjling supply a'nd equipment orders, ^ 
departmental scheduling, dist^^'ibuting information within the 
departments/ feetween depart^iients, with the administration, 
; and with ALD>. . • / ^ 

/'•,■■:•• • 

' . 2»- guide the department through the reorganization by dissemmatine 
informatipri; co^ordiftate and chair regular meetings.and skull 
■ sessions for problem- solving; initiate job analysis; develop time- 
schedules foV evaluation/ analysis, and implementation of 
reorganization. , , 



\ 
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Qualities the coordinator should posses^ are: 

' ■. ■ . ■ . ■ ■ . 

•» • * , * • 

I. .^capacity to rhediajte ^ 

2l ability to plan ^ 

3. ability to enhance constructive inieraction among individuals 

4. respect of library staff/ 



PROBLEM? AND PRINCIPALS OF REORGANIZATION 

This section provides* a general framework which the staff can use 
for organizational purposes. It examines some of the problems, and . 
provides some tentative answers and a methodology for generating others. 
iJistinguishing a technical service function from a public^ervice function 
is a central issue for analysis and a corollary is determiSliig what can 
be done with those wl^ich relate to both ciepartments. ^ The table bel©w 
provides a^breakdowh of the present situation. ' 



TABLE I 

Technical Service^/ Tech- Public Services \ Publi c Se r vices 



i 



-/sr. 



Mono'graph Cataloging Government Documents Reference 

Monograph Acquisitions Special Collections DocYReference 

Serials Automation • Reserve Reading 

Caroliniana 1 Circulation* 



Under the existing organizational structur'e, it possible to grbdp ♦ -L- 
most of our operations info either Technic^ or Public Services. These \ 
functions niay be examined'by using the propedures'^'for analysis described • ^ 
qbove to determine If they can be better organized or vif the work can be * 
redistributed Within the department. Those functions whi<^h have both^ 
technical and public s^ervTce'aspects present a much inorej difficdlt situation. " 
They should be analyzed with the ainri o^ answering several questions: 



1. 



Can tjie functions involve^ be divided between th€' two department's, * 
and if so would the result pe improved services and*-sm6other 
operation of the depaHmeiits ? * 



2. 



3. 



Can they remain much as they are with i^io detriraent to* library 
services? ' ■•■ V I , 



How should they logically relate to the department in-which they 
are locfcted if they stitl haveUboth, technical and public service 
functions? . ^ . y, ^ . 

; V ^ ' - ■ ' K • ■ ^ 

yit. is. clear from all dpcumentatipn|and testimony that thfe overwhelming, 
botly of opinion among the library stafms in favor of a functional organization. 
Thid^ report focuses on impleme|nting reorganization on that basis, and also 
on providing a ptlnciple tp apply to the ^functional org|^ization. Classification 
schemes, sut>ject cataloging and bibliographic services are usually ba^ed 
on the idea that knowledge can be brokeii down into subject fields. This 
c one qprt fits nicely with (the role of a university library in serving its public. 
The ^iabject^pri|iciple is th^t most fa\^^red by the academic community. In. 
additibn, mc^^^iKformation requests a^re \^rincipally in a disc ipUne and it 
follows that the Ubrarian should be coriv^psant with both the dlgciplinef'and 
its bibllo-graphiq aspects. The ^ppljicaticm of the subject apprSach to our 
reorganization wherever^ possible ajid appropriate will allow us to achieve, 
several objectives: • *^ 



1. 

■I: 



It will bridge the somewhat arbitrary line that our subdivision 
of . the library into Technical and Public Services creates by 
establishing. speciaUsts in both aripas who will-wprk with each 
other. ' 



2. u It will allow for more effective liai^oij with the library's public 
Hsince responsibility for items in a subject area for technical 
;|and public services will be clearly delineated. 

/ 3. . It is a principle Upon which to ba.se |i future collection building 
. -function within the library.^ 



. ^ ^ -12- . . 

"r^ 

PART III: RECOMMENDATIONS FOR IMPLEIMENTATION 



This final section outlines the gCR's rec'ommendations for the 
implementation of its report. It includes basic recommendations for 
organization of the Technical Services ^nd Public Services^Departments; 
des(tribes5;how the subject principle can be applied to both; discusses those 
techi-publfc service areas which need close examination and axiaJLysis to 
' ' dec^e in which department they, should pe placed; and makes tfentative 

pra^asals about the path of future' growth for the two departments. It also 
includes the nciethod for^ selectidn and role of 'the chairpersons, and the 
' rol^e^ of the stdmlnisfrative officers, Liprary Faculty and thei Support . 
Employees Association (SEJA). ' ' * 



TECHNICAL SERVICES 

Seriais, Monog^raph Acquisitions d!nd Monograph Cataflo^ing will be 
combined into a single department-7T<ichnicai Services. -To cortibine the 



three into a* cohesive, cooperative and 
a change from the existing structure. 



coordinated department will require 



Automated Servic^.s- -For purposes of| thj.s discussion. Technical Services 
will alsoinclude the Automation Unit./ pke to the Ubrary''s rapid addition 
of autoiij'ated systems arid the prospedffjll n systems (e,^-. , SOLINET, 
circulaiion, BATAB, serials con%|a^bfe^ tlije like), a standing (Automated 
Services) committee should b^v^^bl/ished td study effects of present 
library automation and possible riewvserVic^s, and to advise the library 
on present and fiiture heeds. The library should have an^utomation • . 
Coordinator Who would be involved Awith all in- computer operations 

and act.Sss resoAi^oe person to the dejpartments.. This pei^.son would also 
function as a liasbn with' the Computer Center and would chaur the Automated 
Services .Committee. Automation has both technical service and public 
service functions and, therefore, me reorganization must briffig both ^ . 
departments together- when it is discussed. ^ • 

The Acquisitions Function - -^/Leonalfd iVt. Harrod in the' Librarian's \ 
Glossary defines acquisitions work as "the work. of book selection, ordering, 
obtaining by gifts and exchange, serials' control, and rebin^ing, " (p. 2o 
and an order department as ''th^ department in the library which deals 
with the ordering and sometimes processing of books and periodicals. " 
Because book selection is vested /in^the^cademic* faculty, the library's 
acqui'sitioj?fls departinent can be nn|ore acfcijrafely labelled an order 
department. 




ERIC 



^■1 



The rnonograph^cquisiti^ns department haj functioned* without a 
department head for|nearl5^ seven m*6nths. . Thjg central issue is the role ■ 
of the librar^ian in tf^e acqi^isitions function. . Is it basically administrative 
or bilbiiogi^aphic ? 1$ ordei^ing\propeijly within thp province of the librarian? 
Without the book (materials) selection component, is acquisitions- work at 
Atkins Library professional? ,W sele.ction, are irot the remairting * 

acquisitions activities supp^itt ^unc^ions? Are sUpport ^taff and faculty 
performing the same ba&ic ;du 

librarians? If* acquisitions woricjaf Atkins Library is princip'ally an 
ordering functlLon rpight it npt beWt be served if the business-related aspects^, 
sych as price^iquot^tion and publisher correspondence, were ha^ndled by 
• supporj: employees whose training li 

Thfe C|Qtaloging> re^)rganizatian p*f techniiial services, 

"paTtLci^ greatly influenced by the fult implementation 

of SOLINET. Th^;librar^^.partici|pation in SOLINET will reduce i^iuch of 
the cataloging now* performed by librarians sin^ system would be -top*^ 

costly if the major portion of catalogirrg were not completed l^y suj^port / 
s^mptoy^es. SOL©lET will t'equir'ela full-^time catalog mainteinance person, 
whether of not thl's , position shoujdlbe'a faculty position will* be determined 
by the activities aiid rejsponsibilities requiretJ. What then, would be th^ 
role of' the p^iginal catalogers in a technical services department? 



A Pr o p o s e d\ Or g ah i z a t j pn - - T h g imajptr issue in organizing'the Technical 
j|J,ervices De|)&rtment Is whether there would be sufficient "proifessional"/ 
.Work fdr m^'fTp than tw^o acquisitions librat^ians, two original monograph 
ro origin#l serisjls! cataiogers and an audiovisual cataloger. 
no. Wh&t then iwbuld Pie the! role 6f librarians ? Special . 
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catalogers, ;^|:^ 
The answer i; 
projects suc[j|i 
would in vol 
would be «ma' 
be terminal 



reclassificatiorr, subject files 'and catalog cross-references 



iforarians at the initial Iphase; ^owever, on-going work 
ained by support 

4 1" ■ . ■ 



employees arid the projects would also 



One aASwe 
accordirijg to th 



coordinate the si 



to^these. questions is an prganizational^Tan shaped 
Principle of subject specialists. Librarians wouldV 
^iection procegs with the reference bibliographers and 
the University fa^^ulty. They would\also do original cataloging of all forms, 
Tke origihal cata-^oging of all materi9ls(--mpnographs, serials, and ' 
'audiovisuals--wiH give tl>e librarians ail expginded knowledge of 
classification and! of subject cataloging. | Cataloging all materials in a; 
subject area^ adds another* dimension to their knowledge of the collection. 
Although there may be arguments a^ainslt librarians becoming Catalogers 
of ^11 forrliS',ij tFie objections can be overcome. Based on Qurj^eat personnel, 
the library has. available to it a serials elxpert and, a monographs/a v expert. 
These indivlifiuals may act as "resource" persons and advisors for 



lib^^ learning to catalog a new form. The subject specilaVist cohcejjjt 

w6uld eradicate the acquisitions /Cataloging demara;ation within the new \ 
depai^tment of Technical Services and link it with Public Services, The. 
subjed^ specialists in both departments will fincJ new areas ii;i which to N 
coordinate a^ed services sueh as subject biHiogra|hieSj» pathfinders, 
catalog kifbrmation desk, approvarplans and faculty SDI services. 



PUBLIC SERVICES * \ x 

Like Technical Services, the p\pesent functional areas s^lould remain 
in Public^"§e^^es during the periodXof reorganization. Analysis may^. 
indicate that they belong elsewhere, ^ome of'the questionsX concerning 
Public Services \;hich must be answered during the reorgan\zation involve 
TechrficaTr Services,, Notably, should the public and technij:al^ services 
aspects of Carolini^na, Special Collectiofis gnd Government Docujtnents - 
be divided or should \hey be kept in Publib Services? Other qoestions are 
principally public services related. Poesjjaterlibrary Loan belong witliiri 
the reference function or perhaps in tlie Circulation- -Reserve Reading-- 
Interlibrary Loan function? How can Circulation and Reserve Reading be 
brought into closer relationship with the-reference function? 

- ' . - ' 

Reorganization of Reference within the Public Services ar.ea involves 
two basic concepts. In the future^ refeivence service should be considered 
a, onified fujiction and subject specialization a goal to be achieved in the\* 
hiring of addition reference bibliographers and in the professional gro\ 
of present personnel. To provide a unified refe^rence service means to 
^remove the artificial division between Doc/Ref and regular reference* 
"VS^ether It is , best to do this by .shifting peif-sonnel, the' collection, or bqth 
shcKild be tested in |he process of examining functional areas and departments 
work flow. At any fate, the objective should be to provide better utilization 
of t:he total reference collection througlt a unified service which breaks the 
duality of the present reference pattern. . 

Reserve Reading and Circulation presently /deffeonstrate a high degriee.. 
of independence vis a vis the other areag of ^Public Siervices.. They are 
largely self-contained and'^utonomous. Nor i^ this situation unique to our 
libraryi especially with regard to circulation'. The investigation'pf their . 
functional relationships should follow two lines. PirSt, the analVsis should 
answer the question: can the work of these two units be more closely related 
, if not combined? Once this issue is addressed^ the analysis shciuld determine 
whether these functions can be coordinated with the work of the t-eorganized 
reference function in order to bring the whole public services, aih^ea into a. ^ 
more organic relationship. The process of investigation should consider 
the problems created by the physical arrangement of^work units^^ duplications 
of work, and whether some of their present functions properly jfelong jriv 



Public Services at all. , , - . . 

/ ' ' ■ 

• Tentative solutions to pesolve\,th6se problems^are: unifying the 

circula'tion record while keeping circulation ^^isioBS re AV, Carolini^na,;^ 

periodicals, and reference in the appropriate areas; physically unite 

Reserve Riea ding and Circulation; and/or a^ssign members of Reserve 

Reading and Circulatioji units to reference desk time. V , 

■ ' . ' V' \ : ■ , ' 

v • ■ . ■ ■ • i . . ■ ■ • ■ - - ^ 

SUBJECT PRMCIPLE 4lNP THE DEPARTMENTS . - 

The'subject principle offers certain advantages by. providing a ba;^sis 

for librsfry personnel growth, a closer working relationshiplbetween the 

two library dep&rttnents, 'and a rational principle relating^ th|e library to 

the;^University community. The faculty, in: a given area would be well 

apqaainted with a library fa cui'ty member \|iho would coordinate and assist 

in- selecUon. ;Ttie libVa'ry'wbuld fill its' positions Vith subject, specialists ' 

and enhanh^ its standing in the University community. The library faculty 

presently h^e would be giv^^ an opportunity for personal development by 

becoming a sa^jpct specialist through lexperiencej if not through advanced 

education. Th^y would ^row professionallj^thpough the .experience of 

selection, collection development, and cataloging nionographs, serials, 

and'non-print mateHals. Some advant^g^s of the subject specialist 

organization would pe to allow: • I ; / ' 

- 1. the development of a collegial system in which no faculty member\ 
J acts as a supervisor. - . < > 

2. theV^rovision of £f broader base for the evaluation of work fdr 
prorfiotion a»'d tenure. . 

• ^ " ■ n;^ ■ . . ■ ■■ : ■ . \ : • ' 

. - 3. the processing of all fbrm^ of materials to continue regardle^ss 
/7 of personnel vacancies. 

4. -the coordination of materials selection to" return to the library. 

~~~ 5. for personnel increases'as the volume 6f work requires further 
division of. subject specialities. ' . , * * 

;.v . . _ . . . ^ < ^ 

. 6. subject specialists to become niore involved in academic ^ 
departments and thus make them, awa-re of changes in curriculum 
or subject emphasis.^ 



CHAIRPERSONS v 
The chairpersons of.the two departments will have pivotal, role^ in 



tbi^new organization and they Should demonstrate the qualities described 
for the coordinators. LiKe the coordinators, they will offer advice and 
consultation/ Fjrom the foundation developed ill the Ih^ the- * 

chairpersons will have established roleis in the coUegial structur^of the 
library and University. ^ . 

Eligibility and Salary - -All library faculty members a^e eligible ^ ^ - 
to serve as chairperson in their department. The precedent of establishing 
a special stipemi for chairpeVsons in the UNCC Chemistry Department 
should be given serious consider.a/ion ib^^Jibrary depaptfnent chairpersons. 
This procedure brings a number of advantages since me special ^ 
remuneration is vested in the posiuon pf chairperson not in an individual . 
faculty member. Among t^he^ areV^/^pre "flexibility in the number o^ terms 
of service; easier i;,otation of the p(^sition within the depa'rtmentj iand the 
basis for making a search for a cli^iVperson from outside the .library when 
ther^ is a vacancy or new position fwithin the department concQmitant with 
th^e end of the chairperson's term, 

Term --The chairperson will serve a term of three years which is 
renewable with the ^approval of the department. Director, and Chancellor. 
No appointniept is permanent'nor dbes the position of chairperson rotate. 
Chairpersons should inform th#ir department and the Director at least 
six months in advance of the en^ of! their term Whether they wish to. serve , 
another term or not. In extraordihjary situations it may be necessary to 
reyifew and remo-ve a chairperson pjrior to the expiration o^the term of 
office. 



.procedures for Selection- -Formalized cpllegial procedures for the 
selectipn, review and i^emoval of chairpersonsr%^ould be'^developed during 
the Interim Period. Modes of selection could ^Sflce the 'forms of a single 
department operating under parliamentar;^rocedures, as a committee of 
the whole, or appointment of a search corhJQ[iittee consisting of faculty aiid 
support eniployees. Whatever method is sel^ted, every effort should be 
made in the department to agree on the choice for chairperson. 



,Each 'department should recommend to the Director a Candidate or 
candidates for th^^osition of chairperson. The Director will concur or 
dissent in the selection, and if more than one candidate is recomtnended, 
he will decide between themitend fprward his recoignmendation to tl^e 
Chancellor for review and approval. ^ If the f)irectpr dissents, he should 
make an effort to obtain a consensus with the depaHment. If a consensus 
cannot be reached, the recommendations of bpth th^e Director, with his 
rationale, and the department should^bie forwarded to the Chancellor for 
appointment. 



ADMINISTlitATlVE, OFFICERS ; - ^ ^ 

in the context of tl\e proposed organii^ation, administrative roles will 
be different than they are preaently.in the hierarchicgV structure srince this 
type of authority does not conform to the participative sche.jne. There are, ^ 
ho\yeveT, some^tasks which. are^the province of the administrative officers 
and sh6uld be divided between them. These should be clearly defined, in 
writing, and known to the entire staff. Tbe responsibirity for specific 
administrative tasks must also carry with it the decision-making authority, ' 
The Director, as final authority, must be prepared to assume tHe added . ^ 
*role of mediator when decisioni^ reached by>.the AssistentvDlrectlf)r require 

arbitration. . > - ; ' 

. • . ■ ■ . J'' ^ . 

- .. ■ , ■ • ■ . - 

A number of possible administrative configurations existj ¥or instance, 
the (iirector and assistant director could function as dean ajidi assistant 
dean or university librarian ahd assistant for administratipn. The^exaet^. 
relationships the two ppettions \yill haVe, their titles, , and the Aeces5ary\, 
adjustments with o-egard to the state will be wor||f^d out as an important 
part^ of the reprganizajtion. All administrative functions must'be analyzed 
along With other library functions. It is/ nevertheless, possible to suggest 
a number of functions for which the two positions will be responsible in 
relation to the departrherits and Ihe library itself : i 

Director . * . - 

' . ' . .-V ■■ ■ ■ . ■■ \^ ■■ ^ . ," ■ . I •■ 

1. final legal rj^sponsibility for library operations. S 

' ' . " ■ - • ' ■ I . ■ - . . 

2. primus inter pares in the coUe^ial structure. . . 

'S. budgetary overview of li^ary cJperations. ^ * • 

. • . ' . ' ■'' j •»*' » " 

4. responsibility for external li^jrary operations, e, gi , liason 
^ with UNCC and UNC administrative uriits^and with other libraries; ' 
and performance of the public relations function, encompassing 
• ceremonial activities, cultivating donors, organizing 'Vriends, 
and the like. " 

• 5. coordination and administration of long-range planning, evaluation 
and analysis'of library systems in .consultatl9n with library faculty. 

6. resource person Tpr the' Assistant Director and departments in 
areas of special competence and activities. . ^ - 

7. compilation of the annual report. 



^ Assistant Director* * 

;!• .reports to ancFbriefs the Director cone erriiiag the on-gbing . 

process of adminii^tration within the liblrary and provides 
y ,* liasbri and. input.* V s - ^ ^ . ' * . 

2. serves as a^resource person to the departrnents by gatheriftg*\ 
and afnalgan^ating data on* departmental operations. 

3% assists in the organizatiQji of gfnnual, report. • " ' " ^ : . 

^4. cbdrdinates and pVans management seminairss ' wprkshofJs, and 
, / training sessions. ^ ' . • i " • - 

,^ 5, . assists in implementation of library plans. 

• 6. informs the, departments of libraryiiproblems perceived throflgh • 
'coordinating duties within the Ubr^iry, and through contact with 
the library's public or UNCC and IJ^C administration. 

7. facilitates and coordinates internal library operations with 
■ . . departmental cbiairpersons. : ; ' . \ 



LIBRARY ORGANIZATIONS ■ * ^\ 

The Library Faculty - -The4ibrarians at UI^CC have 'organized themselves 
in a cpllegial body, the UNCC Library Facultjrv Their bylaws provide 
for self-governance, professional developm^rii^ hiring,' peer; evaluation 
for promotion and tenure, appeals, and repi'iea^ cajmpus faculty/ 

organizations. The participative scheme fb^: organizing the whole library 
conforms well to the philosophy, spirit, and^^purpose of the collegial 
faculty governance system by expanding th^. |ipplication of its principles 
to the entire libr^y staff. ^c!. 

The nio§t important issue, however, is^wHiat role the library faculty 
will play in the new organization. This is b%st expressed ir| Article III of 
the "Bylaws of the UNCC Library Faculty, - ^v 

The Library Faculty shairexercis^ such authority teis; is 
^ granted to it by the Law« of the St:aite and.of the University 

in all matters relating to library .resources and services . 
\ ^ and to the appointment and c5onditit|nS of service of Library 

faculty members. - ■ 

" . ■ . - ■. •' ■ * 

# « _ , ' ,■ ' * ^ 

' The purpose of the Library Faculty shall be to recommend 



goals, *€).bjectives, and pqlicies for tine Library and to . V-s 
advise the Director and the. University Administration \ ^ " ^ 
on the achievement thereof. , The Library Faculty shall 
^ ^ further endeavor to communicate to the appropriate . « 

bodies or officials the collective views of the Library • .* 

Faculty*on matters of University policy. ' , : i 

/ I : ■ ■ r ■ ■ '■ \^ ■ - • ; ' • ■ ■ ■■ ' 

Support Employees Association - -This p'rjganization- is open tp, any employee 

of the library subject to^the State Personnel Act. The Assoc iatlGm result^ed,. 

from a desire "to promote self-esteeni among its , members, to establish . 

pride in the memb^r^! ^^^^ in the University commcmity, and to encourdge 

excellence in 3e;rV^ices rehdered tb the University. 



In the restructared organizational scheme, the SEA will serve**B3 a 
vehicle by which support employees may come together to dis.euss problems 
of mutual concern and share ^deas and information. The Support Ehxployees 
Association is the appropriate organization to formulate evaluation procedures 
'for the support employees in the new organizational scheme. 

' The SEA will also: a ; • 

. 1. represent the views of its members; ^ ' ' 

.2. serve as^ for^m to discuss and sieek solutions to problems; . 

3. provide. channels of cojrimunication; \- 

\ 4. seek* participation in policy-making. . ; 

Library Council -'Iri the proposed participative organization,- the regular 
meetings of the Library Faculty and Departrpent^Eleads are no' longer 
appropriate. However, to ensure that its functions^i'e continued, a ' 
Library Council should be formed as a replacemeAt. The Library Council 
will b€l composed of the Executive Boards of the Support Employees 
Association and the Library Faculty and the chairpersons of both 
departments who would meet regularly with the Director and Assistant 
Director. 



